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Selection of Subprojects for the Stream1 ined Approach fo r  E n v i r o n m e n t a l  
Restoration P i lo t  P r o j e c t  

D i  s tri b u t  i on 

The Department of Energy ( D O E )  has developed the Streamlined Approach for  
Environmental Restoration (SAFER) t o  help reduce the time and cost  of the 
environmental restoration process a t  DOE s i t e s  and t o  improve the 
efficiency and effectiveness of environmental decision-making SAFER i s  a 
decision methodology t h a t  recggnizes and manages the uncertainty inherent 
i n  s i t e  remediation. 
concepts of SAFER 

Attachment 1 i s  a paper t h a t  describes the basic 

DOE worked closely w i t h  the Environmental Protection Agency ( E P A )  t o  advise 
them of SAFER and  t o  s e t  u p  a j o i n t  DOE/EPA p i l o t  project t h a t  will be used 
t o  implement and evaluate the SAFER process a t  two or three DOE 
subprojects EPA has agreed t o  support the SAFER p i lo t s  and  t o  incorporate 
them i n t o  EPA's overall p i l o t  program currently being pursued under t h e  
auspices of  EPA Superfund Accelerated Cleanup Model (SACM) Attachment 2 
i s  a memorandum from EPA Headquarters t o  i t s  regional offices encouraging 
them t o  par t ic ipate  i n  t h e  SAFER p i lo t s .  

The purpose o f  th i s  memorandum i s  t o  specify t h e  general considerations 
t h a t  will be used t o  select  t h e  p i l o t  subprojects and t o  request t h a t  
project managers assigned t o  our  eight operations off ices ,  the Fernald 
Field Office, and  the Rocky Flats Office b e g i n  discussions w i t h  the 
appropriate Federal and State personnel t o  identify candidate subprojects 
To ensure t h a t  SAFER pi lots  h a v e  similar character is t ics  t o  SACM p i lo t s ,  
DOE agreed that  the SAFER pi lot  subprojects would sa t i s fy  three c r i t e r i a *  

I 

(1)  The D i l o t  suboro.iects will be D a r t  o f  N a t i o n a l  Pr ior i t ies  List ( N P L )  
s i t e s  
o f  Comprehensive Environmental Response, Compensation, and L iab i l i ty  
Act NPL s i t e s ,  we strongly believe non-NPL s i t e s  or cleanup ac t iv i t i e s  
regulated under the Resource Conservation and Recovery Act and other 
environmental restoration ac t iv i t ies  a t  DOE f a c i l i t i e s  would also 
benefit considerably from use of the SAFER process. 
however, cannot be part of these i n i t i a l  SAFER p i lo t s .  

Although DOE agreed t h a t  i t s  p i lo t  subprojects should be p a r t  

Those s i t e s ,  - 

(2) D O E .  E P A ,  and  coqnizant State authorit ies must a l l  aqree on  the 
candidate SubDroJects. T h e  SAFER process re1 ies heavily on stakeholder 
involvement i n  the decision making process. DOE operations and f i e ld  
of f ices ,  EPA r e g i o n a l  offices,  and cognizant State  authorit ies must a l l  
be will ing participants i n  the p i l o t  and be dedicated t o  streamlining 
the remediation process a t  the p i l o t  subproject. 



2 

The DroJect  rnanaqer i n  DOE oDe r a t i o n s  a n d  f i e l d  o f f i c e s w i l l  h a v e  
s iqnature  a u t h o r i t y  f o r  D r i m a r y  d e l i v e r a b l e s  under t h e  p i l o t  Dro.iect 
DOE Headquarters has agreed t o  de legate  s i g n a t u r e  authori  t y  f o r  primary 
documents t o  f i e l d  o f f i c e s  

We a n t i c i p a t e  t h a t  t h e  SAFER p i l o t s  will begin s h o r t l y  a f t e r  t h e  beginning 
o f  t h e  new f i s c a l  year .  
been r e s p o n s i b l e  f o r  developing t h e  SAFER process  a r e  committed t o  a s s i s t  
implementation a t  t h e  s e l e c t e d  s u b p r o j e c t s .  
understand SAFER principles,  we a n t i c i p a t e  t h a t  t h e  p i l o t s  wil l  begin w i t h  
a 3-day t r a i n i n g  s e s s i o n  a t  each p i l o t  l o c a t i o n .  

P r o j e c t  managers a t  DOE operat ions  and f i e l d  o f f i c e s ,  i n  c o n s u l t a t i o n  w i t h  
reg ional  EPA o f f i c i a l s  and cognizant  S t a t e  a u t h o r i t i e s ,  should begin 
immediately t o  i d e n t i f y  candidate  subpro jec ts  and t o  develop information 
packages These packages should conta in  the  information i n  Attachment 3 
and be submitted t o  your Headquarters program manager w i t h  a copy t o  Claude 
Magnuson i n  t h e  Regulatory Compliance Divis ion (EM-431) All packages must 
be submitted w i t h i n  30 days of t h e  date o f  t h i s  memorandum 

Two teams of DOE and c o n t r a c t o r  personnel who have 

To ensure  t h a t  p a r t i c i p a n t s  

P l e a s e  c a l l  Mr Magnuson a t  ( 3 0 1 )  903-7651 i f  you have any quest ions  
Thank you f o r  your i n t e r e s t  i n  improving the  environmental r e s t o r a t i o n  
program a t  DOE +d Thomas P Grumbly , 

A s s i s t a n t  S e c r e t a r y  for Environmental 
Res tora t ion  and Waste Management 
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This paper represents the fundamentals of the US Department of Energy's Strcamllncd Approach for 
Enwronrncntal Kcsroration (SAFER) procus Thc pr- IS a mamage of pnmary cornponenu of &e Data 
Oualitv Objective p r m  and the Observational Approach to cnnronmcnul rutoralion lmplcmcntauon of 
SAFER at hazardous waste sites throughout the DOE complcx offcrs an uccilcnt  opponuniw for better, 
faster cheaper. and safer complciion of prolcas 

INTRODUCTION 
,u part of the effort to mce( the US Department OT 

Encrds stated noal of rcmcdiatrng all DOE hazardous waste 
siies wthin 30 vcarg DOE h a s  k e n  investigating a varictv of 
opportumtiu to perform the ermronmentzd restoratlon pro- 
ws m a better. faster. chupcr, and safer way One ofthc mosf 
promsing OppoRunitiCS developed to &tc IS the Streamiincd 
Approach for En~ronmcntal Restoration (SAFER) Three 
DOE ofi iw have been instrumental in prowding the frnanaal 
and technical resources for developing SAFER. The offices 
are the Office of Ennronmcntal Guidance (EH-U), thc Of- 
ficz of Program Support wthm the Officc of Enwonmental 
Restoration (EM43). and the O f h  of S p e d  Projects 
wthin the Offict of Technology Devclopmcnt (EM-56) 

Thc SAF-R prr>ccss u a inteption of the major tent& 
of two important initiatives dcveloped by the US Ennron- 
mental Proteaion Apencv to plan and condua enwonmental 
restoration more cffeaivclv The muatiyts a n  the Data O d -  
ityobjcaivc (DOO) proctss developed by the Ouakty Auur- 
ana Management Staff(1) and the ObKrvaoontrl Approach 
(OA) for enwonmental rutorauon developed by h e  Ha- 
ardous Site Control D r ~ v o n  (2) DOE has rcxopx-d  thc 

- benefits of each of the methods and the potcntul strength of 
a cornblned procus. 

The DOO pr- i d d i a  the problem and the rc- 
q u v d  a a o a  defines the qrraluy and quantity of data needed 
to r u o k  the problem, and off- a mechaum for deterrmn- 
mg 'how dcan IS dtan * The OA estabLshcs the operational 
framework for manapng the &rent unartamcy encoun- 
tered from w e  charactemuon through rcmeduuon and the 
rnhennt unccrtamty encountered dunng plannmg rcttnuu 
Bv combuung the wo approachy b e  SAFER procus meets 
the fohbmg objCar= 

0 

0 

0 

Increase focus on plannmg and xopmg 
Lutk data collcaion dlrcctly to dccluon-malung 
needs 
Expkatly rttoeppt and manage rurccrwnty 

lxvn as planning and rcrncdiation procccd 
Convcrgc carlv on a rcmcdv 
E ~ u r e  panrapation and c~11sensu of key stake- 
holders 

APPLICATION 
The SAFER proass IS drnded mto three major a m p  

ncnts plannin& asyssment and selcaros and mplcmepu- 
tion (see Fg 1) Bclow IS an overncw of the pomr 

Planning 
The first and probably mast unportant stcp of any proj- 

ea IS p l a n n q  Often. thrs step IS dcscnbed as a ncccssvy ml, 
but cxpcnence has shown that poor plannmg w d  lead to poor 
projcu cxccutron and thc consequent wasturg of tuae and 
rcsourcts The fust stcp UI planamg: u to dcvclop a mapcurl 
model of the site The model IS a sumpl l~ ly  snapshot of thc sue 
that wllll frame and guide h e  rem& procu.  Dmlopmeat 
of the mdd enables the projea manager to doauaent pn- 
lupwrry understandmg of the ate and to bqpn J ~ U J U € ~ ~  
unccTt?snuu about the ate The rem& okqcctmr thu 
focus on the probable condmons of a n a m  then arc dm3- 
oped and a pnkmurnry cduauon of rrsL IS performed. 

wrll couunuc narrowxng the focus of the study to thc probrbrc 
(LC- moa likely) condmons that need to be a d d r c s d  fbc 
other m e  conduo- or dewtiom, that mav JUSC md chup 
the wtw of the problem ais0 arc idcnuficd, and pouible 
conunpcncau for addtcumg thut &nations are dmlopcd 

For e~~sur?.ng that ate decisions .IC prupcrly ;1Eruped and 
that &tn collccuon IS &ped wth d e Q U m - w  ne& a 
h o n  d c  u cstabkshcd for cach project b o e  At uttd 
wth reiable casung data or rtlaovcly smughtlomard am 
ccptual modcls. a comprchcnvvc dccrwon rulc - ~t, one tbrl 
fully lnmrporatcs rem& objtcrms as well as chvra- 
tion n d - c a n  bc dmloped at the p h n n q  rtagc. In thaway 
the SAFER proass can rcoompLrh me of tbe ky 8DIJI 

~ O u g h O ~  P b W  FoaU, 

CddddmEPA'~S~~~~hurdA&&ntdCh~~~Modc 

C Y  
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Fig. 1. Safer framework 

REFWE DEClSYW I R U E S  (IF NEEDEDI 

i 

1" 



I 

v STREAMLINED APROACH FOR ER 

dwussron 01 rcasonablc dcvlatioru and auociatd contm- 
ccnw plans. IS prcpucd Thc appropriatc dccrrron-makcn 
ihcn sclcct a rcmcdv. including conccplwl continpcncv plans 

lmplemcntatioo 

After the prcfcrrcd remedral altcmativc IS sclcacd. the 
rcmcdv. the associated coniingcncv plans and the monitoring 
plan arc ocvelopcd Additional data mav bc required at thu 
p i n t  and mav includc bench and pilot sludics or samphng 10 
confirm the sclcctcd monitoring parameters A design based 
on thc idcntificd probablc conditions is completed and an 
.tppropriatc lcvcl of d c s i p  for each contingcncv IS dctcr- 
mined according to 1) probabilitv of occurrence. 2) lcad tunc 
for implcmcniation, 3) cffcct of occurrcncc, and 4 )  cost of 
separate dcvclopmcnt 

Enrcmcly Important IS dcvcloping a monitoring system 
that enables rbc project manager to dctcrrmnc d cluoup 
crucria have been met and to cvalwtc technology perfor- 
mance and site conditions. Dunng thc opcrauon of the remc- 
dial svstcm, a properly designed monitonng program wll 
enable the projca managcr to dctcrmrnc if remcdiation has 
hccn cornplctcd and if a dcvlarion has bccn dcrccicd. thus 
causin? a conkinpcncv plan to bc impicmcntcd 

FUTURE ACTMTZES 
DOE Headquarters IS continuing efforts to educate the 

field offices about thc benefits of applyng thc SAFER process 
at sites at thclr faulitics Scvcral training SCSSIOM arc schcd- 
uled at sites throughout the complex. A training team from 

Hudquurcn  wd hold a two-dav workshop that pruenu rht 
cunccptrr of SAFER m an Lntcraaive - lcaute and ~~sc-rtudv 
format for D O E  contractor. and regulator staff. fbc trauung 
team a& Wrll work with site projca personoel to SLWSI them 
in applnng tbc SAFER procev at tpcclfc opcrablc mu at 
rhcrr f a d l i u  

DOE and EPA also arc p l w  to paniapate m several 
pilot stubcs Canddatc sites wd be choscn by EPA r c p o d  
state staff and DOE field staff DOE wd prom& tcchruul 
support staff for each pilot-siie to asstst m such a a i w t i u  as 
scopmg, tccLuucal review of documen& and c o m m u n ~ c a ~  
thc SAFER process to intcrcslcd ~ ~ m m l l ~ t w  paruapanu 
DOE and EPA also will develop mcasurcs of sutcus to a s u t  
thcm ID detcrmming the cxaa bcncfiu dtnvtd from M- 
ptcrncnting the SAFER proccss 
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